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Decreasing damaging effects
of stress-bond situations

In the battiefield of the future the number of stress reaction casualties is expected to out-
number, by far, all the other types of casualties. Group morale and leadership are two, empiri-
cally tested ways to prevent, as far as possible, such undesired events, provided they are correctly
managed in training and in action (Pereira and Jesuino 1986).

If low stress undermines motivation to perform efficiently, too high stress may disrupt goal-
directed behavior up to sideration or helplessness.

For groups to function at an optimal level, situational stress shouid be contained within
specific up and down boundaries. That is, in most action situations, a direct function of the
leader. Although, such action should be prepared by appropriate training, both of the group mem-
bers and of the group leaders. As such it constitutes an organizational behavior management
problem.

To solve the problem, specially in military settings, personal experience Is important but,
usually not sufficient. A theoretical effort in connection with empirical studies should provide
guldelines for instructors and military leaders to deal with the problem in the different organiza-

tional interfaces it comes about. -
Our previous research provided results pertinent to approach the problem solution but much
more should be done to increase the likelyhood of its practica!_)llity. (See table 1)




In jobs or tasks where there is no possibility to avoid stress, e.g. combat action, repeated
exposure is likely to produce relatively permanent damage In groups or individuals. Previous
research by Pereira (from 1964 to 1981) demostrated such outcome for marines involved in coun-
terguerriifa activity. As high unit morale prevented somewhat the psychossomatic disturbances
detected, Pereira and Jesuino (1382), using Fiedler's model as framework, demonstrated that
appropriate leadership style buffers unwanted stress consequences. To understand how such
effect comes about the authors developed and began testing a model! of leader group transac-
tions in a field study using 239 men, about 10% of the Portuguese Marine Corps pupulation,
and present day training of marines as setting. The resuits of direct observations, interviews
and questionnaires show that leadership behavior, namely its discretionary component has a
signifcant bearing on the stressors-strain interface. Professional competence, specially,
bureaucratic expertise, is a prerequisite for the leaders acceptance by the subordinates and
vice-versa. Tradional structuring and consideration factores of leadership are contingent upon
the diadic relations between leaders and subordinates and on the group atmosphere and cohe-
sion (Pereira and Jesuino, 1986, final report). (See table 2)

As it was also found that strain was maximum during marine training, a longitudinal study
on the population of 28 Naval Reserve cadets during the nine months course. at the Marine
School, including personality and group measurements, was conducted, reveiling thai stress levels
decrease with time and adaptation, according to a pattern similar to the one found in small group
research.

When we move to different populations like firemen, civil servants and professionals of the
service sector the importance of high organizational stress strongly contrasts with the marine
data, and emphasizes even more the importance of stress measures as organizational criteria.

That is to say that after isolating the relevant variables to construct a model of leadership
under stress, we found that the particular configuration of the interrelations among such varia-
bles is ultra-contingent, upon group atmosphere, group cohesion, the particular organizational
pattern and the culture related to it. (Pereira and Jesuino, 1987, final report).

An important shortcoming of the above studies on the marines is concerned with the absence
of performance measures. (Self-ratings were the only measures used).

The Marine Corps uses the same rating system as the Portuguese Navy, a non-specific
rating system. The use of such information for the purposes of our studies is also difficult because
for conscripts, only a very simplified version of the general rating is used.

The only time and place in which detailed and reliable performance measures are taken
is the instruction period at the Portuguese Marine School.

As we have found in the studies above the training period at the School is the one in wich
stress levels reach their highest. It became mandatory to study the marines in the course of
theit training.

After we have completed the study with the conscript cadets, two other broader range
studies were envisaged. They were conducted according to the same design.

It is obvious that leadership in a military school is somewhat different from leadership in
a ordinary military unit. Except for the higher levels, close leadership is exercised, quite exclu-
sively, by the trainees'instructors. That may be a shortcoming but there is, although, one advan-
tage to deal with such type of leadership as it is much more pattern bound, and, accordingly
it can be much more reliably shaped in accordance to a pre-established plan.

In our previous studies we confronted, at one given moment, variables related to the trainees
evaluation of leaders. Now we want to see what happens when one manipulates the leadership
behavior of the instructors, using as criteria variables pertaining to their subordinates, i.e. the
trainees. To be more specific, we want to see if when the instructors change their behaviors
such change induces variations in the stress, the satisfaction, the intention to leave and also
the performance of trainees submited to it. 4




TABLE 1

PREVIOUS STUDIES BY THE AUTHORS

STUDY AIM METHOD CONCLUSION
Pereira Consequences Field study Stress damages
(1974;1974a;1976) of war stress 10 Guinee depend on time

(1964-66) with of exposure,are
follow-up to greater with
1983 (marines) intermitent
action, are smal-
ler in high mo-
rale units
Jesuino Testing Fiedler Field study Mixed results
(1981,1982a,1986b) model (Navy men)
(civilians)
Jesuino Leader-follower id. Mediating fun-
(1984) transactions ction of norma-
tive group stra-
tegies.
Jesuino Testing SYMLOG id. Positive results,
(1984c; 19844) specially in mi-

litary setting

Pereira & Jesuino

(1982)

Role of Leader- Field study
ship style in (marines)
buffering stress n=158

High LPC leaders
reduce moderate
stress of subor-
dinates / low
LPC leaders re-
duce lower stres:
of subordinates




TABLE 2

STUDIES COMPLETED UNKDER THE PRESENT PROJECT

STUDY AIM SUBJéC‘!‘S METHOD
1
(1986) -~ Multilevel evaluation of Stratified random sample Field study
- stress and leadership of 239 marines (10% of Instruments:
within an extend set of the population of Portu- Behavior cbservations
variables. cuese Marine Corps). {(including exercises)
- Trial of methods of (7 units) Individual interviews
measurement. (8 hierarchical levels (blographical, clinical
up to lt. Cdr.) and critical incidents)
Collective interviews
Maltipurpose questionnaire.
Self-rating scales
2
{1987) Comparison Study Stratified random Field study
sample of 30 firemen Instnuments:
(civilians) Same as in study 1
(reduced)
3
{1987) Camparison Study Non ~ representative Pilot study
sarole of civilian Instruments:
clerical works in dif- Same as in study 1.
ferent firms
n = 58
{continued in 1988 with
11?2 subjects mret.
4
(1987) Personality and group 28 marinc cadets (the Longitudinal ficld study
factors on stress ap~ full Naval Reserve Personality measures:
praisal over time course of 1986) M.M.P.I.
T.S.C.S.
Group measures:
SYMLOG
Secuential appraisal m.:
Shalit's WQ.
Stress measures
Miller ¢ Smith stress audit.
3
{1988) - To verify if the stress Two experimental groups Quasi-experimental

of subordinates is re-
duced when their leaders
take adequate measures.

- Replicat.lm of some
aspects of study 1.

(101 basic course trai-
noes and 81 technical
ocourse trainees) and
two control gqroups
(respectivelly, 30 and
79 trainees) plus 18
Marine School instru-
ctors.

longitudinal study.

Two experimental
corditions induced by
training the school
instructors.

Instruments for trainees
Same as In study 1

plus performance measures




In order to perform such a quasi-experimental siudy we have to sier by training the instruc-
{ors to behave towzrd the trainees on a standard way. As we want to have & control group the
only wey arround is to train just ha!f of the instructors, at random. To mzke it believable, nd
with the accordance of the School Director, the instructors were told that half of them wou'd
have to follow a leadership course in the present term, and, because of organizationa! constraints,
the other half would have to have the same course only in the next term.

When we first contacted the instructors we asked them not to tell the others what was
going on. We explained that we were looking for new methods of instruction and if they would
tell the others, they would «scrambler the changes of the other ones to foliow the «<same» course
in the next term.

We have reasons to believe that this manipulation worked well and that nobody connected
the leadership course to the instructors with the evaluations of trainees, as it is a common proce-
dure of the Psychological Departiment of the Portuguese Navy to evaluate trainees from time
to time.

Notwithstanding, the avove belief we took steps to evaluate if the instructors did or did
not comply with our instructions on how to evaluate and how to behave toward their trainees.

it was found that when the instructors give high support to the trainees, the stress levels
cecrease, satisfaction increases, but performance becomes worst. On the contrary, when the
instructors take in consideration the physical and psychological maturity of the trainees, and
actualiy give them less support than in the previous case, the stress levels increase, the satis-
faction decrease, but the performance is better.

The tollow-up study, one year atier, shows that the way the instructors behave in the Marine
Schoo!, has enduring influence in the adaptation of marines to their regular duties. (Pzreira and

Jesuino. 1988).

The Variables

The ficid studies reported here (table 2) reclaimed the use of a considerable number of
methods and instruments ranging from clinical and criticzl incidents techniques up to correia-
tiona! and quasi-experimental manipulations. (See tzble 3).

As a conseguence a series of sets of variables was examined. A great member of the vari-
ables was directly related to the basic hypothesis — the bufiering of stress levels by [cadership
behavior — others were included to counter-test the hypothesis, that is, to tind out which sets
of varizbles explain a greater proportion of the rariance. Ve are speaking of the functional varia-
bles analyzed by multirariate correlation techniques. Bosides, as we were also interested in oster-
mining the stress sources and what are the specific behaviors used by leaders and subordinates
in their interactions 2 saries of descriptive variable was also used. The relevant variables and
their efiects are summarized in table 4.

Teking into consiceration the above information we turn to examine how the sets of varia-
bles interplay in, first. the correlation studies and, second. the longitudinal studies. That aspect
is examined in detail. We concluge with a discussion of the possibility and comings shori ¢!
the construction of a mode! of leadership under stress.




TABLE 3

METHODS AND INSTRUMENTS -~
USED IN THE FIVE STUDIES

1. Observations of behav’or
- in the barracks or offices

.0

»

' - during field exercices including simulation of combat actionm.
E 2. Individual interviews

: - biographic

1 - - clinical

- critical incidents

3. Collective interviews
- with SYXLOG

j 4. Self - rating scales
- job adaptation
* - ideal werker

5. Multipurpose questionnajre
based cn Martin, Bernandi, Osborn and Hunt (1980) and including

: variadbles on:

! - tack characteristics
! - leader bebavior decription (LBDQ’
- systen of rewards

- cohesideness
- discretionary leadership

- job satisfaction (JDD)

- dezirability

- siress scales A :
i (The nupbter of variables (and of items) was reduced after study 1
according to the results.)

- g

6. Perconality measures (only in study 2)
- ¥MP1
- TSCS (Fitts, 1965

7. Sequential appraisal measures
- ¥Q (Shalit's wheel, 1982)
-? . 8. Other stress measures
' -~ ¥iller & Smith stress audit (only in study 2)
- General health questionnaire (only in study S

9. Haturity{leveis of subordinates (only in study S
- Bershey & Blanchard (1982)

10. Perforamance measures (only in study 5
- ¥ilitary ratings
-~ School ratings




TABLE 4

RELEVANCE OF THE VARIABLES
USED IN THE FIVE STUDIES

I. iON
A. IRPUT VARIABLES RELEVANCE
1. Demographic Fegligible
2. Military
- Hierarchical raznk ¥ild
(up to 1t. cdr.)
- Military units. ¥ild

Maripe School Higher stress values.

Vithin Marine Corps The more operational the
higher the stress; on the
other extreme boredom stress

3. Organizational
-~ Task characteristics
Quest. - STD Ko main effects (statistical)
TSKSP Interaction effects with dis-
TSKD cretionary variables and JDI
TSKV variables.
- System of rewards (SYRVD-Q.) Main effects on strain
4. Leadersbip
- Leader behavior decriptors
(LBDQ)
Quest. - LBD1 2 LBD10 Relevant for military unit

and rank differences but
are pol predictors
of output variables (stress, »

ITL, JDI and performance)
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. TABLE 4

(cont.)

- Discretionary leadership
Quest. ~ DISRC
DISRP
DISVA
DISsUP

- Discretionary leadershirp
factors
Quest. - CONTROL
PTEC
PTRP
PTSUP
BCA¥T
ECFACE
DCNPERI

- Leaders orientation:
Professional competence

Person consideration

- SYMLOG variables
VHP]I variables
Shalit wheel variables

. STRESS variables

On-the-job stress (STR1)
Qut-of-the job stress (STR2)
Organizational stress (STR3)

Main effects and very
considerable interaction

effects

X¥ot relevant when the previous

four (DIS) ara ucad,

Competenca is preferred by

marines and civilians

Moderating effects
(Only used with the cadets.?

Relevant
Erratic
Very relevant specially with

firemen and civilians

|0




TABLE 4 (cont.)

1. STRESS variab1es'ff'

[

(%]
[
s
ot
[ 92
<+
<
0.
'D
]
s
0
x
by}
I-‘
[» 7
[N
Q
=

SLRY -
CAREER

SATIS

4. Sei: evaluastions -

- Adaptation to:fébf
- ldeal worker . 'l

S. Performance variables
- Yilitary irformations

= Karine sckool scores.

Strain (syﬁptong_pf.stresé) STR4 Very relevante (most expres-

sive variable to characterize

1orgahi§ational behavior) - -
Relevant to complement STR4
Relevant. Xost of all for

civilians

Very relevant
(¥aip effecte ond irn-

teraction effects)

Rzlevant

Relevant -

I
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TABLE 4

(Cont.b;_'

II.

LONGITUDINAL VARIABLES
transactions. EEEEQIS

1. Ipcident solutigrn tactics

used by suppericrs:
- Direct help
- Uncertainty raduction
- Dramatization (humor)
used by collegues:

- Direct help

(only in study 5)

Informal system of discipline

{(parines)

Positive influence, social

suppart

Positive influence, cocial

support.
- Abandon Negative
. Geal - 2"‘&*1!}3
instru-t

Shdping of performance

Increases cohesion

Enforcement of formal disclplihe' Increases organizational

{marines and firemem)

Avoidance of exercizing
leadership '
(civilians)

" stress

" Increases organizational

stress

| 2




TABLE 4 (Cont.)

4. Conpunication

Fasy-going

(marines)
Rigid (formal)

(firemen; civilians)

5. Group iptegratiop

Progressive

(cadets and marine trainees)

Limitetions enforced

(firemen; civilians)

Increases choesion and social

support

Increases aorgenizational
stress.

Feduces strecs; increases
cohesion and social support.

Increzces orgenizatioral

stress

6. Authort i ctics
(firemen) Incresses organizational
ctress
R. Strezec souvrceg COXTRIBUTES TO:

1.

Tze. e
Physical exercises

(Marine School)

Combat erercises (Marine Corps)

Uncertainty about what next.

(marines)

STR4 and STRS

STR4 and STR5

STR4
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Uncertainty about task
performance

(Civilians)

Perceived danger (marines

(special units) and firemen)

[nd p [s)
Uncertainty atout organizational

politics

Poor organization
In-group or inter-group conflict

Discipline

Leaders
Authoritarian behavior
Incompetence (professional)
Inconsideration and aloofness
(paople)

Evasion from responsibility

Colleagues
Abandon in critical incidents

Isolation from group.

Salary and carreear
Reported systematically as
insuficient i{n all studies

STR3 and STR4

Only immediate effects
reported.

§ot relevant for firemen

STR3, S7R4, ITL, decrease in
atisfaction.

STR3

STR3

STR3

1]

All the output variables.

STR3 and STR4

All the output

variables.




CORRELATIONAL STUDIES

Study 1 conducted in the Pcriugusse Warine Corps supporis the buffering model.

The sampie was consituted by 233 marines. It amounts to appreximeately 10% of the popu-
lation (2500 men) and takes into account the organizationa! structure of the Poriuguese Merine
Corps. The design was, thus, cross-sectionzal. For measuring the difierent variables 2 muiltipur-
pose questionnaire was used. (See table 5).

Stress Measures

Assessment of stress was not limited to perceived job stress. The questionnaire included
life-events check-lists separated in life-events (STR2) and on-the-job events (STR1). Both check-
lists, comprising 20 items.

Perceived job stress was measured by a 15 item 3 point scale listing most usual organisa-
tional stressful events. Other scales used for assessing perceived job stress were:

— task characteristics (standardization, specification, variability and difficulty).

— attitudes toward job (JDI) — work, superior, salary, career perspectives and relation-

ships with colleagues.

Support Measure

The fundamental premise was that supervisors behavior would moderate the potential effects
of stress on the strain (symptoms) of subordinates. The intermediary variables were measured
by leader behaviour descriptions made by subjects. Two different scales were used:

— a 48 item scale comprising 11 factores: resources, role clarity, credibility, rules and proce-
dures, work assignements, support, contact, consideration, bureaucratic expertise, technical
expertise, predictability.

This scale was supposed to measure forma/ leardership behaviour as perceibed by subor-
dinates. '

— A second scale, intented to measure informal leadership behaviour comprised 9 items
grouped in 3 factores: rules and procedures, work assignements and support.

It was also posited that this second component of leadership hehaviour — the discretion-
ary leadership (Hunt & Osborn 1982) is a more important moderator than the first component
of forma! behaviour.

Dependent Variables

For assessing the strain of subjects, that is to say , their reported symptoms, we have used
a 15 item 3 point scale (STR 4) and a 1 item 10 point scale (STR 5) where subjects were asked
to indicate their estimated consequences for health if actual job conditions were to continue
unchanged for the next two years. The set of variables used in this study is listed in table 5.

The method used for testing the butfering hypothesis was the multiple regression analyseis
with cross-product term (stress x support) forced into the equation after the main effect terms
for stress and support were accountted for. Due however to the small size of the sample it
was not possible to analyse second order interaction effects. ®

The resuits obtained provide considerable support to the buffering hypothesis and also con-
firm that it is mostly the discretionary component of leadership behaviour that moderates the
etiects of stress. Table 6 a summarizes the most significant results obtained.

1S
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IAIN AND IMODERATED EFFECTS OF STRESS
AND SUFPORT NMEASURES Ol STRAIN

Main effects _ | R ' p( )
A. Formal leader behaviour . T | I .02
B. Discretionary leadership - o o 08 - NS
C. Attitudes toward job | ' - .20 .00
D. Task characteristics = . . S ¢ - : .02
E. Stressful events - B S P [ .00
F. System of rewards - : e 08 - .05

Interaction effects

AxF .24 : .05
BxC .36 .00
BxD .21 .01

The results suggest that, strictly speaking. formal leader behavior is to be considered a
stress rather than a support measure. The discretionary leadership is the only measure of social
support.

As a matter of fact, there might be some confounding of stress and support measurements
due to the fact that stress measuring instruments and social support might, to some extent,
be measuring the same thing.

Such a correction to the initial mode! does not substantially alter the buftering hypothesis
formely stated. On the contary, it introduces more precision in the identification of the social
support factors likely to moderzte the occupational stress. '

The findings show that discretionary leadership does not significantly interact with formal
leadership behavior descriptions. This may be due to multicolinearity effects since both sets
of variables are highly correlated. )

All in all, it may be seen that discretionary leadership has a considerable heuristic value.
Discretionary leadership produces no main effects on strain and significantly moderates stress
variables towards job and task characteristics. In other words, it is the perceibed discretion of
supervisors that may reduce adverse effects of various occupational perceived stressors like
difficult relationships with superiors and colleagues, negative aspects of salary and career, and
negative aspects of the tasks to perform like standardization difficulty or lack of variety.

Althoug this is not the first study to focus on the role of supportive leadership practices
(see Caplan et al, 1975; House & Rizzo 1972; Parasuraman & Alutto 1884), it should be stres-
sed that it is, as far as we know, the first one that uses the distinction between non discretio-
nary leadership and discretionary leadership and that demonstrates that it is this very specific
component of leadership practices that meets the criteria of a social support variable (COHEN
& Willis, 1885) buffering the effects of occupational stress. .

Beyond this main finding, study 1 adds some evidence to the mediating processes in dis-
cretionary leadership — strain reduction relations. We have found, that among the various com-
ponents of discretionary leadership it was the support component the most important one in

reducing stress effects. : A , o
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Although the variable set of discretionary leadership did not produce (nain effe9t§ on the
dependent variables it was found that the support component in the equation qombmmg addl-
tive and multiplicative effects of discretional leadership and job attitudes, the dnscretloqal sup-
port component had a significant main effect. The discretionary support was also found to interact
with task difficulty and with attitudes toward superiors and career. In other vyords: the more
difficult are the tasks and the less favourable or the attitudes towards the superiors and to\{vards
the career, the more stressful will be the lack of support. Second in importance was the discre-
tionary leadership behaviour of rules and procedures enforcement. It was found that the more
difficult and less specialized are the tasks the more stressful will be felt this kind of leadership
practice. The third component of discretionary leadership found to buffer the stress factores
was the one related with work assignements. In this last mediation process the results show
that discretional work assignements made by less respected leaders are likely to induce more
strain on subordinates.

STUDIES 2 AND 3

At this point we find advisable to test the effectiveness of this pattern of relationships with
different populations. In addition we also consider that a structural model of stress in organisa-
tional settings requires the inclusion of both macro and micro-variables and must also assess
the oytcomes of strain in performance and turnover. A recent model integrating the various com-
ponents is the one proposed by Parasuraman and Alutto (1984).

Part of our research program during the year of 1987 was dedicated to prepare the ground
for defining and testing a structural model that would meet the requirements stated by Cohen
and Wills: «The optimal study would use a large sample with reasonable distributions of stress
and support, instruments with acceptable psychometric characteristics, stress and support mea-
sures that are not confounded, and optimally a longitudinal design with approppriate prospec-
tive analysis» (1985, p. 319). ..

One of the studies used a simplified version of the multipurpose questionnaire (*) used
in the 1986 with marines a sample of 58 respondents occupying managerial and supervisory
positions in both private and public firms, in Lisbon, were the subjects. The purpose of the
study was to investigate at what extent the results of the marine study would also hold in a
population with different characteristics.

Due to the small size of the sample no attempt was made of testing buffering effects. As
alternative we used path-analysis in order to evaluate links between the various sets of varia-
bles of the questionnaire. The pattern of relationships examined is shown in Fig. 1.

1 N T N4
Leader Behaviour | |  Job attit. Strain Outcomes
Formal Intention
Discretionary . to leave
N %)

Fig. 1 — Pattern of relationships between antecedents and consequences of strain

(*) Oue to the homogeneity of the sample Items describing task and characteristics and system of rewards were
suppressed.
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The model posits a causal link between the behaviour of leaders and both attitudes toward
job and stressors. Another difference as compared with the previous study with marines is the
link established between the stressors and the outcome of intention to leave. The results, skow
that significant direct paths are always found in some of the component factors of the variables
sets of the system. ‘

Table 7, summarizes the main findings of the several path analysis,. «Intention to leaves
is significantly explained by a causal chain linking the leadership behavior with job attitudes
and stressors. Comparing the sub-tables 7.3 and 7.4 with sub-table 7.5 it may be seen that
the sub-totals almost add indicating that feader behavior, at one hand, and both job attitudes
and stressors, at the other hand, are independent components of the total explained variance.

TABLE 7
TOTAL EFFECTS (% OF EXPLAINED VARIANCE) OF ANTECEDENT VARIABLES
ON JOB ATTITUDES AND OUTCOMES

71
Attitudes towards job

Antecedent variables Work Chief Colleagues Salary Career
Leadership behavior
Formal 16.0 - 37.2 25.2 23.7 17.7
Discretionary 8.8 8.9 8.5 24 18.0

Total 24.8 46.1 33.7 26.0 35.7
7.2

Stressors

Antecedent variables
On the Life Organisa- Felt
Job events events  tional stress  stress

Leadership behavior

Formal 15.0 16.6 208 25.3 °
Discretionary 12.8 - 01 - N4 12.2
Total 27.8 16.5 323 . 37.5
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Antecedent variables

Intention to leave:

Job attitudes
Work

Chief
Colleagues

Salary
Career

Sub-total

Stressors

On-the-job events
Life-events
Organizational stress
Felt stress (strain)

Total

5.2
-1.6
3.2
3
20.0
273

14
54
-1.7
6.5

38.6

7.4

Antecedent variables

Intention to leave

Leadership behavior

Formal 21.7
Discretionary 4.2

Total - 26.0
7.5 o

Antecedent variables

Intention to leave

Leadership behavior
Formal
Discretionary

Job Attitudes
Work

Chief
Colleagues
Salary

Career

Sub-total

Stressors

Life-events
Organizational stress
Strain

Total

222
-1.9

-01
-34
5.0
4.3
27.6

33.5

6.8
-3.7
7.6

60.1




PO S

v .

v n aee e — ——

Here, again, the role of the discretionery variables is not to erplain main effects but inte-
raction effects which can not be analysed wiih this reduced samples. Anyway, the results sup-
port tha! discretionary leadership Is not supposed to be directly related either with causes or
consequences of stress. In addition discretionary leadership is related, at same extent, to the
attitudes toward career. More specifically, examining the partitioning of variance for the discre-
tionary factors, we found that it is the support component (path cofficient p= -136) that accounts
for 15,1% of the total 18,0% explained variance. That is to say, the more the leaders deny their
discretionary support to subordinates the less prospects the later see in their future career.
The formal component of leadership behavior related to the attitude towards career Is «role claritys.

In practical terms, it sems that a certain organizational indefinition of roles combined with
lack of support from superiors could be critical to the career of the individuals. As regards the
other job attitudes examined it is, as a rule, the formal leadership behawor that accounts for
twice or three times the total amount of the explained variance.

More specifically, attitudes towards work are accounted by formal components of conside-
ration (p=.29) and credibility of superiors (p=.25) and by discretionary role clarity (p=.27).

Attitudes towards superiors (chief) were largely accounted by role clarity either formal
(p=.73) or discretionary (p=.13) and, in second place, by bureaucratic technical expertise
(p=.26). It seeems that clarifying the roles of subordinates is, by far, one major cause for deve-
loping a positive attitude toward superiors. Attitudes toward colleagues, a variable that expres-
ses at same extent the group atmosphere, Is accounted, in first place, by the formal consideration
behaviour of leaders (p=.32), formal support (p=.29) and discretionary role clarity (p=.33).
Finally, attitudes towards salary are accounted almost exclusively by the formal resources (p = .58).

In summary it appears that, not only, role clarity but also bureaucratic expert:se and resources
are important to induce attitudes towards job, significantly.

Looking, now, to the relatioship between leadership behaviour and the stressors (sub-table
7.2) it seems that the first dependent variable - on. the. job events - is explained both by formal
and discretionary procedures. More specifically, it was found that bureacratic expertise (p = .038)
and consideration (p=.33) were the formal attibutes while work assignements (p =-0.44) was
the discretionary variable that most accounted for its total variance. In other words, it appears
that bureaucratic expertise of superiors is negatively related, while consideration is positively
related, with amount of streesful job events. .

On the other hand, the discretion of superiors in assigning tasks could reduce the ammount
of stressful job events. This result Is somewhat intriguing. A post-hoc explanation may be sug-
gested. Bureaucratic expertise is a way of reducing ambiguity and thus of reducing potential
stressful contlicts. It is less difficult to explain how organisational consideration could contri-
bute to raise the level of on-the-job events.

For life events out-of-the-job, and unrelated with the organisation, the only significant fac-
tor found was formal role clarity (p = .52) accounting for 11% of total variance, but there is no
logical relationship between these two variables.

Organisational stress was accounted by leader resources (p = .37), role clarity (p = .36) and
discretionary reinforcement of rules and procedures (p=.59). in other Words, the major com-
plains about the organisation would be caused by lack of resources, role ambiguity and also
by discriminatory use of rules and procedures.

Finally the strain of subordinates was found to be significantly accounted for by farmal lack
of consideration (p=.47), lack of contact (p =-.26) and lack of credibility (p =-.38) and also by
discretionary work assignements (p =-.30).
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Leadership pratices were the most important antecedent of strain since the remaining stres-
sors do not significantly increase the amount of explained variance.

Combining, now, the successive blocks of the model (see sub-table7.5) it may be seen
that it is formal leadership and attitudes towards career that most ly account for the total amount
of variance of intention-to-leave, immediately folbwed by strain. Within formal leadership it was
found that significant factors were lack of resources (p =-.44), unfair work assignemant practi-
ces (p=-.27) and fack of consideration {p=-.30).

We may conclude that a organisational outcome like intention to leave may be significantly
explained by leadership practices either, directly or indirectly, through job attitudes and strain.
Path analysis, suggests which are the leadershlp mediating practlces most hkely associated in
each partlcular causal link. = -

Discussion of the Correlational Studies Results ~

In the marines study we were primarily interested in testing the buffenng effects of discre-

tionary leadership, while in the managerial study the focus was on causal links between strain
and organisational outcomes.
Both studies contribute empirical evidence to the, very obvious, premise that different behavio-
ral settings are mediated by different leadership practices. In the military setting it is the lea-
ders support that most significantly interacts with stressors buffering their effects. In the
managerial setting support is less important than other leadership mediating processes.

For example, factors like resources, credibllity or bureaucratic technical expertise, relevant
in the managerial setting had no weight in the marine study.

Ahother major difference between the results of the two studies is the role played by strain
and intention to leave, as dependent variables: while in the marine study strain captured most
of the explained variance, in the managerial study this is a relatively marginal factor mediating
leadership practices, job attitudes and Iintention to leave.

This diversity of findings lead to suggest that general models of mediating orgamsational
processes are difficult to establish. As a matter of fact each behaviour setling seems to be
characterized by its own logic. May be the traditional epistemological orientation of seking effi-
cient causes at any cost must be replaced by new different research strategies like the ones
favouring configurational approaches to causality. In other words, we may only posit probable
relationship between stressors, social support and strain. The specific patterns of relationships
between these factors are contingent on the specific systems and sub-systems where they occur.

The above is also supported by the study of a sample of 30 firewew In which the main
finding Is the disproportiohcnate high level of organizational stress. (See table 8). in this parti-
cular case it seems to be a direct consequence of strong authoritarian leadership practices, .
a formal factor. ‘

Table 8
Baslc Statistics Of Stress Variables (Stress Scales)
1 2 3

Marines Firemen Civilians

X SD X SD X SD
ONTHE-JOB STRESS—STR1 095] 1.3 {150 1.22(0.90 0.91
OUT OF THE JOB STRESS~—STR2 0.77]10.741090|1.25{0.71 { 0.73
ORGANIZATIONAL STRESS—STR3 371244 | 78 |12.05]|6.76 | 3.68
STRAIN (SYMPTOMS)—STR4 573]1463| 9.5 |3647.41 (453
ESTIMATED STRAIN—STR5 170295 21 |1.03]| — —_
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LONGITUDINAL STUDIES

In study 4 we tried to approach the occupational stress processes using other patterns
of variables and measurements. It is our conviction that a multi-method approach to a rather
complex process like the one related with causes and consequences of occupational stress,
is most likely to provide the building blocks for more comprehensive models even if they are
to be taken within the limits of a specific configuration.

in study 4 we turn to factors such as personality and group processes, not examined in
our previous research, as there seems to exist substantial evidence that both factors produce
effects on stress perception and on stress consequences, as well. '

The sample was the total porulation of a Naval Reserve Marine Cadets course of nine months.
We posited that strain would decrease along the course as a consequence of better adaptation
to the environmental conditions. New stress measurrements were also introduced, namely those
ones based on the sequential appraisal method introduced by Shalit (1982).

The idea of adding this measure was to determine at what extent cognitive processes mediate
the symptoms reported by the subjects.

The results show, in first place, that personality measures were not significantly related
with felt stress. However it is worth to recall the cadets in order to be selected for this officer
training course must meet demending standards of emotional stabifity.

Even thougt, factors like depression, social introversion and less positive self-images are
more related with symptoms, at least in the initial stages of the training, when the cadets are
more vulnerable to stressors. On the other hand, situation appraisal was found to be modera-
tely related with self-concept dimensions. These two findings sugest that personality variables
may also contribute to moderate the effects of stress, moreovar when the situation is new for
the subjects.

In which concerns the social support provided by group acceptance it was detected that
it is in the beginning of the training course that social acceptance is more imporiant to reduce
anxiety. On a second stage of the training, subjects shift their concerns to physical and psycho-
logical fitness. ~

The same findings are coherent with the appraisal Shalit measures. Subjects, improve their
ability to structure the situation but they loose motivational and emotional involvement which,
as hypothesised, may introduce a new source of stress.

The resuls of this study seem therefore to contribute to highlight the need of more sophis-
ticated models of stress processes. Particularly relevant is the finding that the very process
of coping during the first stage of adaptation may lead, in its turn, to new sources of stress.

QUASI-EXPERIMENTAL STUDY-STUDY §

Apart from this particular study we have also designed a research program, in wich most
of the previous findings were incorporated,

in broad lines it Is a quasi-experimental design where the independent variable is the lea-
dership style of petty-officers shaping the training of marine ratings. We establish as premiss
that the manipulation will make a difference in the felt stress of trainees and in thejr perfor-
mance and satisfaction.

To that we turn now, in more detall, as an intermediate step to try to build a mode! of lea-

dership under stress.
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Towards a model of leadership under stress

LONGITUDINAL STUDY WITH MARINE TRAINEES

Rt
“p

PROCEDURE

The procedure consisted in studying the two first levels of the training courses at the Marine
School: The Basic Military Instruction (IMB), attended by recruits, and the Basic Technical Ins-
truction (ITB) that is attended afterwards by the most succeful at the IMB.

Both training courses last 12 weeks and each course comprises six platoons. In each pla-
toon the trainees are closely onented and supervised by a petty~offlcer asslted by three chiefs

of section.
The design consisted in allocating the six platoons of each course to two condmons three

_ platoons in the experimental and three in the control condition.

In the experimental conditin the treatment consisted in giving a specific training to the super-
visors. It was explained that due to operational reasons it would not be possible to include all
the supervisors in the same training course. The aim of the study was to verify at what extent
the training in leadership behavior would have effects on the performance stress levels and
job attitudes of the trainees.

The leadership training sessions, all of them conducted by the authors followed the folio-
wing pattern:

(1) The supervisors were exposed to a group discussion on stress reactions. They were
invited to recall personal experiences, some of them from the colonial war period, and also to
illustrate with critical incidents from previous courses.
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(2) Group discussion ebout the traning doctrine followed &t the Marine School, revealed
that informal practices such as mild corpora! punishements — push-ups, mud pist, etc. Are cur-
rently used by the instructors and are considered very instrumental to enforce the discipline habits.

(3) Lectures on leadership based on the situational mode! of Hersey and Blanchard, focu-
sed, in particular, on the dynamics of developing the subordinates through modeling techniques.

Specific instruction about the concept of maturity level and how to use it in training followed.

(4) The supervisors were trained in shaping the behavior of the subordinates:

— By partitioning the final objectives of the instruction, in daily or weekly objectives, for

each trainee.
They should give information to the tralnee about results and to reinforce always whatever

was better than before (only posmve reinforcement) and not to stop when the school standard

was achieved.: .
— Adapting their leadershlp behavlor to the sucesslve matunty leve!s of the subordinates.

(5) Apart from the specific lectures and group discussion sessions, the supervisors were
periodically contacted and encouraged to follow the recommended shaping techniques.

INSTRUMENTS

Measures of the maturity levels of the trainees were take in the expenmental condition as

evaluated by the supervisors.
The scale used was adapted from Hersey and Blanchard (1982). It consists of two sub-.

-scales, one of physical maturity and the other of psychologrcal maturity, each one with five

items of eight points each.
Measures of performance levels of the trainees were suplied by the staff. They comprise

the classifications given by the various instructors of the School.
The trainees were asked to answer a multipurpose questionnaire including measures of lea-

dership behavior, stress levels and job attitudes, (see table 3)
The trainees on, both experimental and control conditions, were measured in three moments:

at the beginning, at the midle and at the end of the instruction course.

SUBJECTS

IMB training course
Experimental condition — 3 platoons comprising 9 supervisors and a total of 101 trainees.

Control conditlon - 10 trainees choosen at random from three platoons a mounting to 30
trainees. : : : o

ITB training course
Experimental condition — 3 platoons comprising 9 supervisors and a total 81 trainees.

Control condltron — 3 platoons comprising a total of 79 trainees.

B
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| STUDY

IMB TRAINEES
The IMB course Is the first contact candidates have with the Marine School. It therefore

corresponds to the first stage of the organizational socialization. Moreover, candidates initiate
a very hard period of physical training and of new disciplinery habits. The IMB Jasts 12 weeks
and alternates physical exercises with classes about the various subjects of the course.

RESULTS
Supervisors evaluated periodically the physical and psychological maturity of their subordi-

nates, at the 2nd the 5th, th 7th and 9th week. The mean scores show the following trend:

Physical Mat. 18.447 25,5673 1 30.301/ 37.447
Psychiological Mat. 19.019 / 25.330 / 30.058 / 31.990

Univariate F test for both measures show significant linear and curvilinear trends. The ove-
rall multivariate test show that the maturity measures, as a whole, show a significant trend.
The correlations between physical and psychological measures of maturity, are shown in

table 9.

- TABLE 9

PM correlations between Physical and Psychological Maturity in the IMB couse
1 2 3 4 5 6 7 8
1 Physical (2) 1.000 .
2 Physical (5) 0.413 1.000
3 Physical (7) 0.080 0.856 1.000
4 Physical (9) -0.003 0.795 0.957 1.000

5 Psychological (2) 0.922 0.500 0.210 0.142 1.000
6 Psychological (5) 0.304 0911 0830 0.805 0.494 1.000

7 Psychological (7) -0.013 0.796 0.944 0951 0164 0.868 1.000

8 Psychological (3) -0.054 0750 0.912 0969 0124 0.818 0.966 1.000

Because supervisors tend to give the same ratings on psysical and psychological dimen-
sions, it is important to examine the results of behavior shaping to verify to what extent supervi-
sors succeded In establishing realistic goals to help the trainees.

TABLE 10
Average Goasls Recommend By Supervisors Versus Actual Results Obtained By IMB Trainees
TESTS
SWIMING PUSH—UPS MUD PIST CONTROL PIST
Week Rec. Actual Rec. Actual Rec. Actual Rec. Actual

2 44058 32.596 8.112 5963
3 50.038 38.048 9.218 7.657 12.262  13.663 11.765 13.146
4 659969 55.510 9.938 9.958 12.404 12.719 11.719 11.796
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Multivariate profile anaiysis shows significant trends in all the tests, confirming that super-
visors were able to establish realistic goals, with minor exceptions. Table 11 summarizes corre-
lational analysis between maturity of trainees and differences of pre-established goals and actual
results.

TABLE 11
PM Correlation Between Maturity Levels Of IMB Trainees At The End Of 2nd And 5th Weeks
And Differences Between Recommended And Actual Results Over The First Period Of IMB

Training
Tests Physical Maturity Physical Maturity
Swiming
2 .020 -.290 -.066 -272
3 .001 -.392 -.095 -357
4 -.488 a7 -400 .241
Push—Ups
2 -.413 -.202 -.365 -185
3 -502 -.059 416 -019
4 -553 -.024 -422 135
Combat Pist
3 -.017 .560 .025 .519
4 .048 -.389 -.032 -425
Mud Pist
3 -222 -222 -168 .398
4 .005 -.605 -.687 -.082

The results suggest that the goals recommended by the supervisors were not related with
the evaluations made about maturity levels. This does not mean that recommended goals were
fixed at random, but that supervisors tried to adjust the goals in function of the previous achie-
vements of trainees. A possible explanation could be that supervisors have not tried to match
the maturity levels with performance goals. . .

Next, the supervisor leadership behavior as perceived by the trainees both in the experi-
mental and control conditions, in analysed.

Univariate and multivariable measures analysis of varance show that only in work assigne-
ments a difference was found within subjects (F = 4.300 DF = 1,124 P = 0.040) meaning that lea-
ders tend to decrease the amount of task specifications over time in both experimental and
control conditions.

The next question is: to what extent the experimental manipulation induced effects on the
dependent varlables: final performence ratings, stress fevels and job attitudes.
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TABLE 12
Final Rating Of IMB Trainees Under Experimental And Control Conditions

Tests Experimental Control

M SD N M SD N T P
1. Progress 73.339 6.478 101 71404 6.836 29 1400 .164
2. Evaluation 68.822 10.561 102 66.024 9.284 30 1.309 .193
3. 6 Km. 60.155 8.337 97 64.833 14413 30 2222 .028
4. Readiness 88.188 13.273 101 86.000 25.610 30 .624 .533
5. Mud 90.657 12.072 99 90.833 18620 30 .061 951
6. Aerobics 79.798 9.634 99 86.00 9.685 30 3.085 .002
7. Push-ups 60.606 8.153 99 64.333 15298 30 1748 083
8. Addominals 79949 12.847 99 79.667 14.794 30 102 919
9. Swiming 54949 10.733 98 54.667 11.740 30 123 .902
10. Shootig 72,299 8878 103 71.829 7.254 30 165 791

In the large majority of the test, no differences were found between conditions. The only
exception (6 Km, mud and aerobics) are in favour of the control group. This results is contrary
to the initial predictions (Table 12).

TABLE 13 . ,

PM Correlations Between Final Rating And Maturity Levels In The IMB Course
RATINGS PHYSICAL MATURITY PSYCHICAL MATURITY
1. Progress 370 .376
2. Evaluaton .370 .387
3. 6 Km .030 .054
4. Readiness ,066 J21
5. Mud -128 -088
6. Aerobics .251 304
7. Push-ups -026 -043
8. Abdominals 035 .016
9. Swiming .003 21
10. Shooting 445 467

The pattern of correlations between physical and psychological maturity., in table 13 also
shows that final results of the trainees are scarcely related to maturity evalutnops made by th.e
supervisors. We may condude that the experimental manipulation was not entirely sucesful in

this study. .
The results of stress levels over time, for the experimental and control conditions are repro-

duced in table 14.
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TABLE 14
Cell Means And Standard Deviations Of Stress Variables Of IMB Trainees

T1 T2 T3
Variables M SD N M SD N M SD N
Job events  Control 2.300 1.264 30 1793 1082 20 1133 1074 30
(STR 1) Exper. 2.429 1499 105 1.245 1230 102 .824 1019 102
Life events  Control .833 791 30 1.069 .799 28 1167 1.020 30
(STR 2) Exper. .724 .826 105 .716 .805 102 .775 .716 102
Organization Control 5.400 1993 30 6759 2029 29 6100 2057 30
(STR 3) Exper. 4.895 2.327 105 4.373 2053 102 4.922 2255 102
Strain Control 3.300 4.458 30 8517 4556 29 7.000 4.267 30
(STR 4) Exper. 8.962 65392 105 7.824 4563 102 7.167 4.396 102

The results of the multivariate analysis — repeated measures model — show that job-events
(STR 1) are less stressful in the experimental condition and tend to decrease over time in both
conditions. No interaction effects were found, meaning that decreasing effect is similar in both

conditions.

On its turn life events (out of the job — STR2) are higher in the control condition and

tend to increase in both condition overtime. No interaction effects were found.

It is worth noting, and this also applies to job events, that levels obtained are extremely
low showing that for this population the exposure to episodic stressors is very rare. in pracical
terms the only source with some visible impact and, even thougt, with modest levels, is the

organizational stress — STR3.

TABLE 15
Repeated Measures Analsis Of Variance For IMB STR 3 Levels

SOURCE DF MS T P
Between subjects

Condition 1 74.745 9.487 0.003

Error 124 7.870
Within subjects

linear 1 4.983 1.280 0.260

error 124 3.894

quadratic 1 0.006 0.002 0.963

error 124 2.715
Interaction

linear 124 3.894

As is shown in table 15 we found differences between conditions and over time. Organiza-
tional stress is higher in the control group and tends to increase over time in both conditions.

No interaction effects were found.
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TABLE 16
Repeated Measures Analysis Of Variance For IMB STR4 Levels

SOURCE DF MS T P
Between subjects
Condition 1 1.222 0.025 0.875
Error 124 49.452
Within subjects .
linear 1 23.603 3.013 0.085
Error 124 7.835
Quadratic 1 12.695 2.434 0.121
Error 124 5.217
Interaction
linear 1 3.115 0.398 0.529
error 124 7.835
Quadratic 1 14.616 1.801 0.097
error 124 5.217

The repeated measures multivariate analysis of strain (STR4) shows no differences bet-
ween conditions but only over time: symptoms tend to decrease over time. A marginal quadratic
interaction effect was found reflecting that strain in the control condition increases from T1 to
T2 and then decreases from T2 to T3. (table 16) |

In order to have another measure of the strain levels the General Health Questionnaire
(GHQ12) was used twice, at moments T1 and T3.
it Univariate and multivariate tests show that there are no significant differences between con-

itions.

The various results of the stress variables indicate that stress levels are, as rule, lower in
thg experimental condition and also that they tend to decrease over time. In the case of organi-
zational stress it tends to increase over time. Supervisors in the experimental condition were,
thus, instrumental in buffering the effects of stressors, namely, of those induced by the enfor-
cement of organizational rules and procedures.

The results of variables related with job attitudes as measured by the job Description Index
(JDI) scales, administered to the trainees at moments T1 and T3, are shown in table 17

Repeated measures multivariate analysis for each job attitude shows the following:

— Work: The favorablenes of overall work conditions increases over time.

— Chief: There is a more positive attitude towards supervisors in the experimental condition.

— Collg: The attitude towards colleaues is, also, more positive in the experimental condition.

— SRL: There are no differences between the experimental and control condition. In both
conditions, attitudes towards salary become less positive over time and even at a great extent

in the control group.
— Career: No differences were found between conditions or over time, for attitudes towards

carreer.

35




In summary, we mey cenclude that in generel, job attitudes are more favorable in the expe-
rimenta!l condition and aiso that they tend to improve over time with the exception of the atti-
tude toward salary. But even in this case decrease is less acoontuated in the experimental

condition.

TABLE 17
Cell Means And Standart Deviations Of JDI Scales For IMB In Time T1 And T3
™ T3
VARIABLES M SD N M SD N
WRK Control 22.300 4.087 30" 24.133 5.097 30
Experim. 21.689 5.880 106 24.971 4.550 102
CHIEF Control 24.900 5.169 30 25.433 6.796 30
Experim. 26.094 4.618 106 24.755 4.653 102
CoLIG Control 21.133 6.426 30 20.300 6.513 30
Experim. 23.255 4.506 106 22.990 5.234 102
SLRY Control 3.700 2.781 30 2.333 2.171 30
Experim. 3.000 2.725 106 2.569 1.988 102
CAREER Control 3.333 2.057 30 3.533 2.330 30
Experim. 3.962 1.947 106 3.578 2.267 102
Discussion

The IMB study seems to fall at the level of the manipulation of the independent variables.
Supervisors were instructed to adjust their behavior in accordance with the maturity level of
the subordinates but the results suggest that such instructions were not exalctly followed. The
evidence collected suggests that supervisors were instrumental in reducing the stress level of
the trainees and also convening a more favorable image of the organization but, apparently, this
strategy had a negative effect on performance. On may hypothesize that supervisors of this
IMB course, under the experimental condition, gave too much support to their subordinates.

As it seems, the instructors adjusted the next requirement for each one the trainees to
their last score. In doing so they were, merely, reinorcing behavior.
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Il STUDY

ITB TRAINEES .
The second period of instruction, the ITB course, is obviously more demanding as compa-

red to the IMB course, but the candidates have now more experience and training, both, in
physical fitness and mental habits of study and discipline.

For the present study we have used the entire ITB population: three platoons in the experi-
mental condition and the other three on the control condition, amounting to a total of 160 subjects.

RESULTS
Supervisors evaluated the physical and psychological maturity of the trainees at the end

of the 2nd, 5th, 7th, 9th and 12th week. The mean scores show the following trend:

Physical maturity 17.962  23.570 27.5955 30.747 45.468
Psychological maturity . 18.759 22.948 27.734 30.063 31.215

Univariate F tests for both measures show significant linear, as well as quadratic, cubic
and quartic trends. The overall multivariate test shows that the maturity measures, as a whole,

show a significant trend. S _
Physical maturity as assessed by the supervisors increases over time and even more from

the 9th to the 12th week. Psychological maturity runs parallel to the physical maturity up to
the 9th week and then stabilizes.

. TABLE 18,
PM Correlations Between Physical And Psychological Maturity In The ITB Course
P2 P5 P7 P9 P12

F2 : .938
F5 901
F7 .682
F9 915
F12 .886

The correlations between physical and psychological maturity (table 18) suggest that raters
usually, but not always, equate physical and psychological maturity. The pattern is slightly diffe-
rent from the one obtained in the IMB course (first study).

The extent to which supervisors were able to establish goals for their trainees in order to
help them to improvise their performances, is summarized in Table 19,
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TABLE 19
Average Goals In Minutes Recommended By Supervisors Versus Actual Results Obteined By

ITB Trainees
TESTS

WEEK 6 Km Combat Pist Mud Pist

Recommend-Actual Recommended-Actual Recommended-Actual
2 28.125 31.638 11.422 12.466 12.705 13.620
3 28.160 30.012 11.613 11.873 12.794 13.131
4 29.611 20.843 11.034 11.161 12.783 14.595
5 28.777 29.847 10.607 11.029 13.600 12.533
Wilks Lambda 593 412 .650
F statistic 7.553 15.235 11.022

The manipulation was well succed. Recommended goals become more realistic over time
and actual results of candidates also improve. Multivariate profile analysis for the computed dif-
ferences between recommended goals and actual results shows significant trends in all the tests,
meaning that supervisors had actually followed the recommendations given by the experimenters.

in order to get a better evaluation et the strategies of the supervisors, a correlational analysis
beween maturity levels of trainees and differences of pre-established goals and actual results
is summarsed in the Table 20.

TABLE 20 .
Pm Corrglations Between Maturity Levels Of ITB Trainees At The End Of The 2nd The 5th Weeks
And Differences Between Recommended And Actual Results Over The Five First Weeks

Physical maturity Psychological maturity

Tests
6 km 2nd week 5th week 2nd week 5th week
2 454 193 421 .333
3 174 293 -007 278
g .676 .481 682 . 541
490 155 SN 24
Combat Pist 8
2 .312 311 110 .329
3 485 .302 .486 294
g .42116 .156 007 -008
-.239 -.218 - -
Mud Pist 200 287
2 .367 .293 112 .282
3 .18 156 116 059
4 -053 -.049 .007 -008
5 .263 345 407 349
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The results suggest that, with mincr exceptiong, supervisors followed correctly the recom-
mended model of establishing goals for their trainees in accordance with their maturity level.
When we examine how supervisor leadership behaviors were perceived by the trainees,
both in the experimental and control conditions, univariate and multivariate repeated measures
analysis shows that the only difference found regards the support behavior of teaders. Table 21

TABLE 21
Repeated Measures Analysis Of Variance For ITB Leadership Support Behavior Of Supervisors
Source DF MS F P
Between sujects
Condition 1 267.488 4.265 0.041
Error 143 62.720
Within subjects
Linear 1 .028 0.001 0.0971
Error 143 20.398
interaction 1 0.414 0.020 0.887
grror 143 20.398

Support given by leader is higher in the control condition that in the experimental condition.

in all the remaining leadership behaviors no differences were found between the experi-
mental and the control conditions. This result can Qe interpreted as a differential strategy used
by supervisors aimed at delegating more responsability to the trainees.

The effects of the manipulation on the dependent variables final performance ratings obtai-
ned in the course, stress levels and job attitudes — are translated by the following results.

TABLE 22
Final Ratings Of ITB Trainees Under Experimental And Control Conditions

Experimental (N=76) Control (N=78)
Courses Mean SD Mean SD T P
+C1. 79.263 7.273 76,692 9.637 1.865 ,064
c2. 77.612 8.248 77.641 7.431 .023 082
+C3. 67.086 6.672 64.712 6.561 2.226 .027
+C4. 70.991 5.590 67.785 5.227 3.678 .000
+C5. 72.237 10.466 68.782 11.445 1.953 .053
Ce. 83,658 6.052 82.026 8.402 1.380 170
+C7. 81.123 8.079 79.026 8.428 1.661 .089
C8. 75.534 6.762 73.705 11.888 .109 913
C9. Mean 74.905 4.201 73.093 4.730 2.51 .013
+C10 On job o

a 120 265

training 78.288 5.829 77.226 5.044 1.1
+C11. Clas. Final 79.826 6.068 78.015 5.850 1.886 .0€1

The findings on performance (Teble 22) show that the trainees in the expgr}mental condi-
tion achieved higher scores in all courses, the differences are statistically significant in seven
out of the eleven comparisons made.

34




Table 23 shows the correlations between final ratings and maturity levels given by the super-
visiors at the end of the 12th week.

TABLE 23
PM Correlations Between Final Ratings And Maturity Levels Levels In The ITB Course
Ratings Physical Maturity Psychical Maturity (12)
(07 467 486
C2 497 .493
C3 -125 -150
C4 .383 .205
C5 .381 .389
Cé .256 225
C7 357 .455
cs .283 . .364
Co .545 .501
C10 707 775
Cc1 J75 .813

The pattern obtained confirms the accuracy of the evalutions made by the supervisors. The
results of the stress variables are reproduced on table 24.

TABLE 24
Cell Means And Standard Deviations Of The Stress Variables Of ITB Trainees Over Time In The
Experimental And Control Conditions

T1 T2 T3
VARIABLES M SD N M SD N M 8D N

Controt 747 1044 79 28591078 78 .851 1244 74
Experim. 951 1011 81 2329 1.078 82 1493 1608 73
Control J72 9860 79 615 810 78 .662 .688 74
Experim. .580 .705 81 1578 .718 83 .603 1210 73
Organizational (STR3) Control 3.734 2194 79 4321 2117 78 3.8652313 74
Experim. 4.617 2596 81 5.0602.324 83 3.849 2419 73

Control 6.8484.055 77 7.128 3929 78 5.068 3.837 74
Experim. 6.4754.009 80 8.2654.129 83 5.0834.242 73

Job events (STR1)

Life events (STR2)

Strain (STR4)
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Repeated measures multivariate analysis for stress 1 shows that there are no differences
between the experimental and control conditions on the job events. For both conditions the
stress level incrteases from T1 to T2 and then decreases from T2 to T3 (quadratic relation).
This curvilinear relation Is higher in the control group. Life events out-of-job (STR2) shows no
main effects nor interaction effects both in experimental and in control conditions. The mean
scores are similar and both indicate extremely low level of stressful life events. (Controlling for
this factor is important as it permits to discard eventual sources of stress not directly related
with the job).

TABLE 25

Repeated Measures Analysis of Variance for ITB STR3 levels
Source OF MS F P
Beteween Subjects Effects
Condition 1 36.211 3.923 0.005
Error o 143 9.230
Within Subjects
Over time
Linear 1 1174 428 0.514
Error 143 2.742
Quadratic 1 13.021 3.509 0.063
Error 143 3.711
Interaction
Condition X Overtime
Linear 1 15.810 5.766 0.018
Error 143 2.742
Quadratic 1 .598 0.161 0.689
Error 143 3.1

Organizational stress (STR3) is significantly higher in the experimental condition.
There is a curvilinear overall effect (quadratic), stress increases from T1 to T2 and decrea-

ses from T2 to T3 for both conditions. There is also a linear interaction effects showing that,’

in the experimental condition, there is a decrease while in the control condition.there is an
increase from T1 to T2. These results suggest that leadership behavior in ?he .expenmental con-
dition succeded in adopting more flexible tactics for handling the organizational stress varia-

bles. (Table 25)
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TABLE 2C
REPEATED MEASURES ANALYSIS OF VARIANCE FOR ITE STR< LEVELS

SOURCE DF MS F P
Beween Subjects Effects

Condition 1 8.017 0.246 0.620
Error 139 36.587

Within Subjects

Overtime

Linear 1 109.829 28.376 0.000
Error 139 3.871

Quadratic 1 52.152 7115 0.000
Error 139 7.330

Interaction

Condition X Overtime

Linear 1 1.657 0.428 0.514
Error 139 3.871

Quadratic 1 27.597 3.765 0.054
Error 7.330

For strain (reported symptows (STR 4) no main effects were found for the conditions. (Table
27) In other words, the experimental group was not different from the control group.

Differences were, however, found in the overall levels of strain over time. The level of strain
increases from T1 to T2 and decreases from T2 to T3 both in the experimental and in the con-
trol group. A curvilinear interaction effect was also detected, showing that the increase from
T1 to T2 and the decrease from T2 to T3 are both steeper on the experimental than in the
control group. In order to cross-examin the results for STR4 the General Health Questionnaire
(CHQ 12). was also used twice, at moments T2 and T3.

Univariate tests show significant differences between conditions both in time T2 and TG.
Multivariate tests also indicate significant differences, confirming that strain in the experimenta!
group is higher than in the control group.

The results obtained for the different measures of stress show that the only one in which
differences were found, for the conditions, was organizational stress (STR3). This variable is
the one most directly related with day-to-day life along the training course and also the more
dependent of the supervisors behavior.

Higher organizational stress in the experimental condition suggests that supervisors exe: -
cised a closer control over the trainees, enforcing the discipline, as well as rules and procedures.

The consistent curvilinear effects across the various stress variables suggests, on its turn,
that in both experimental and control conditions an increase on stress factors was due to the
harder demends of a new and more advanced training course.

In parallel with higher scores on organizational stress it was also found that subjects on
the experimental condition showed also higher levels of strain, at least during the transition from
T1 to T2. These findings, together with the better ratings achieved by the trainees on the exp=
rimental condition, mean that supervisors on the experimental condition were instrumenta! i
raising the stress and strain of their subordinates in order to help them achieving better results

Job attitudes were measured, using the Job Descriptive Index Scales in moments T2 anc

T3. (Table 27)
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TABLE 27
CELL MEANS AND STANDARDS DEVIATIONS OF JDI SCALES FOR ITB IN TIME T1 AND TIME T3

T2 T3

VARIABLES M SD N M SD N
WORK Control 25.0 4.324 78 27.095 4.227 74 |

Experimental 23.024 5.289 83 25.080 4.940 73
CHIEF Control 27.744 4.525 78 27.514 5.810 74

Experimental 25.976 5.063 83 6.562 4.927 73
COLLG Control 25.487 5.431 78 24.486 6.196 74

Experimental 23.289 5.086 83 23.342 6.163 73
SLRY Control 2.808 2.543 78 2.608 2.476 74

Experimental 3.096 2.690 83 2.685 2.040 73

Control 4154 2.020 78 3.514 2.160 74
CAREER

Experimental 3.783 - 2.159 83 3.740 2.533 73

Repeated measures multivariate analysis for each job attitude dimensions shows the following:

TABLE 28

REPEATED MEASURES ANALYSIS OF VARIANCE FOR ITB ATTITUDES TOWARDS WRK
SOURCE DF MS F P
Between Subjects Effects
Condition 1 210.630 6.479 0.012
Error 144 32.509
Within Subjects ‘
Over time 1 121.168 11.395 0.001
Error 144 10.633
Interaction
Condition X Overtime 1 16.836 1.489 0.224
Error 144 10.633

WRK: there are differences both between the experimental and the control condition and
from moment T2 to moment T3. The overall attitude towards work is more positive in the con-
trol group and increases in both conditions over time. (Table 28)
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TABLE 2¢
REFPEATED MEASURES ANLLYSIS OF VARIANCE FOR ITB ATTITUDES TOWARDS CHIEF

SOURCE DF MS F P
Between Subjects Effects -

Condition 1 114.688 3.405 0.067
Error 144 33.686

Whithin Subjects

Over time 1 3.021 0.163 0.687
Error 144 18.480

Interaction

Condition X Overtime 1 8.223 0.445 0.506
Error 144 18.480

CHIEF: attitudes towards supervisors are more favourable in the control group and no change
occurs over time. No interaction effects was found. (Table 29)

TABLE 30

REPEATED MEASURES ANALYSIS OF VARIANCE FOR ITB ATTITUDES TOWARDS COLLEAGUES
SOURCE ' DF MS F P
Between Subjects Effects
Condition 1 195.620 4.229 0.042
Error 144 46.262
Within Subjects
Time 1 28.938 1.409 0.237
Error 144 20.538
Interaction
Condition X Overtime 1 16.305 0.794 0.374
Error 144 20.538

COLLG: The attitudes toward colleagues are more favourable in the control group and do
not change over time (Table 30).

For the remaining attitudes, toward SALARY and toward CAREER, no differences were found
either between conditions or overtime.

in summary, it seems reasonable to conclude that, job attitudes are, in general, more favou-
rable in the control condition than in the experimental condition.

Discussion

The results of the ITB study are favourable to the initial hypothesis that training in leaders-
hip behavior could lead to better outcomes in the performance of subordinates.

We may presume that trainees at the begining of the ITB course were not fully aware of
the difficulties they have to face. Having succefully completed a training course (IMB) and fee-
ling at ease in a social environment already familiar to then, they would not antecipate new sources
of stress and coping.

Situations such as this one require a raising in the stress of the trainees. That is common
knowledse for all the leaders. But the ones submited to the experimental treatment were in
fact more effective in enacting this strategy.
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i STUDY

FOLLOW-UP IMB AND ITB

One year after the completion of the two studies conducted at the Naval Marine School,
a fourth wave of measures of the same variables was taken, this time, at the Portuguese Marine
Corps where the trainees are transfered after terminating their training.

The idea was to verify at what extent the differences found in each study between experi-
mental and control groups, and also between studies would be stable over time. Our hypothesis
was, at first, that trainees under the experimental condition whose supervisors were trained
in applying more effective leardership behaviors, would show more adapted to the actual situa-
tion for which they have been prepared. Taking into account the results of the studies and the
differences found between IMB and ITB studies we had to adjust the initial hypothesis.

it was antecipated that ITB trainees would show better patterns of adjustment to the life
in the military units than the IMB trainees. For testing the hypothesis we have administered the
same scales used in the previous studies for assessing the stress levels and leader behaviors.
Job satisfaction was measured using one item five point sacales (1-not at all satisfactory, 5-very
satisfactory) for each dimension: work, superiors, colleagues, salary and career.

In addition two measures of professional merit, consisting of the oficial classification given
by superiors were also taken into consideration the first of these measures-REC- is related to
general aptitudes and uses a 5 point sacale (0-very poor, 4-ouststanding). The second measure
is the value for the organization (VORG) and is also a 5 point scale (1-not recommended, 5
- strongly recommended). Table 31 summarizes the comparisons made.

The montality of the initial sampie is about 50%. The structure of the samples is however,
similar.

No differences were found between subjects coming from the experimental and the con-
trol conditions. Between ITB and IMB only two marginal differefices were found: in the attitude
toward salary where the ITB subjects seem to be more satisfied and in the value for the organi-
zation (VORG) where the IMB subjects obtain a better evaluation.

In order to assess some structural overall differences between the two populations we have
performed a canonical correlation analysis selecting as independent variables the stressors STR1
and STR2, and the leadership behavior of supervisors, and as dependent variables the organi-
zational stress - STR3, strain STR4, job satisfaction and performance measures (REC, VORG).
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TABLE 31 .
CELL MEANS AND STANDARD DEVIATIONS OF IMB AND ITB VARIABLES IN THE 4th APPLICATION
. IVE ITB
Variables 13 £p N T P » 3] N T 1 4 T P
Control 1.250  1.291 16 1.777  .094 .709  .854 55 .583  .1¢€1
- STk 1 Experimental €52 .B19 69 .811 .962 $3
Total .767 - .842 85 ’ <759 .906 108 .0€1 +5E1
i Control 1.125 1,256 16 1.437 .169 .709 .712 55 .188 .851
STR 2 Experimental .652 .801 €9 .736 .763 83
Total .44 .910 B85S .722 .73¢- 108 .182 .856
Control 6.375 3.862 16 1.557 .136 4.873 2.976 55 .941 349
SYR 3 Experimental 4.765 3.052 €8 5.434 3.2V4 83
Total 5.059 3.242 84 5.148 3.093 108 <194 846
Control 6.500 6.033 16 «261 ,797 5.745 4.287 55 .521 .603 .
STR 4 Experimental 6.074 5.181 68 6.189 4.541 83 _
Total 6.129 5.291 B84 5.963 4.398 .233 .816
Control 3,200 1.082 15 1,028 .316 2.630 1.104 54  .947 .346
2°3 4 Experimental 2.682 1,086 68 2.830 1.087 53
Total 2,728 1.064 84 2.729% 1.085 108 1.257 .210
Control 3.133 .990 15 .118  .507 3.073 0.800 55 ° .296 .177
CEIEF Experimental 3.167 .970 66 3.015 0,950 53 .
Totel 2.146 1,870 82 3.046 .945 108 .713 477
Contrel 3.4€7 .640 15 1.055 .303 3.47: 504 s5 1.362 .17?
calle Experimental 3.269 .730 67 3.263 .B8S 53
Tctal 3.301 .711 B3 3.380 .720 108 .752 452
Control 1.800 .7€0 14 .447 .661 1.636 .15¢ 58 .5€60 576
SLRY Experimental 1.403 €22 67 1.558 .698 82
Total 1.415 .647 82 1.59¢ .725 107 1.5633 .Q€8
Control 2.287 1,223 1% .485 ,633 2,481 1.059 5¢ .456 649
CARFER Experimental 2.433 1.080 67 2.385 1.12) 52
Tctal 2,398 1,104 B3 2,434 1,087 106 .226 . B4
Control ~0.000 7.519 16 1.552 .135 4.615 8.075 S5¢ 1.5¢7 .120
RT Experimental 3.252 7.608 67 2,491 7,255 83
Totsl 2.6€7 7.€16 8¢ 3.664 7.732 . 107 .BS2 .34
Control 9.813 8.250 16 572 .54 106.704 7.275 54 361 .M9
RP Experimental 11,224 €.822 67 10.208 6.935 53
Total 449 .65¢
Control 2.813 4.086 16 .670 .508 4,037 5,13y 54 .103  .918
N Experimental 3.612 5.042 67 4,132 4.7 53
Total 3.429 4.838 84 4.084 4.755 107 .937 L350
Control 4.500 6.663 16 1.245 .226 6.667 6.121 5¢ <344 730
STFP Experimental 6.824 €.935 68 6.245 5.916 53
Total 6.294 6.9%1 85 6.458 €.30% 107 - <170 866
Control 2,667 1.060 15 .345 734 2,815 1.029 S¢ .655 514
REC Experimental 2,970 1.000 67 2.%0 947 51
Total 2,952 .999 B2 2,876  .98Y -105 518 N 133
Control 2,933 1.100 15,361 722 2,764 0.99% S5  .182 .85(
VQRS Experimental J.046 1,052 €5 2.725 1.1%0 53
Total 3.025 1.049% 61 2.745 1.070 10¢C 1.780 N O
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Table 32 are reproduces the results obtained for the first three equations.

TABLE 32
STRUCTYURE COEFFICIENTS AND RELATED STATISFICS (CANONICAL CORRELATION)

VARIABLES IMB iTB

Left X1 X2 X3 X1 X2 X3
STR1 -305 341 -524 718 .651 -.005
STR2 -303 729 - .0582 714 -458 - 379
RC .594 -.265 .354 -167 -080 -042
WA 699 -.088 -422 -174 .108 .418
RP -.667 -.667 -030 -.352 -.265 .306
SOP .704 A21 345 .047 -.614 .698
Right Y1 ye Y3 Y1 Yz Y3
STR3 .516 344 .607 -.680 -.094 -.051
STR4 225 449 -107 - 746 -103 .400
WRK -570 .256 -.060 154 439 .093
CHIEF -738 017 -022 014 .859 041
COLIG -.058 436 -.441 375 .368 .21
SLRY .207 -262 -073 196 -*31 .665
CAREER -224 -.050 012 .265 .281 -182
ITL -168 -192 270 -014 -.395 .083
REC -325 -015 .083 374 .5565 .326
VIORG -.248 -183 018 327 487 .032
RC .641 .459 .335 641 .547 429
CHI 75977 41373 25.892 108.764 62.032 30.617

The structure coefficients show a different pattern in each sample. In the IMB the most
significant relations link leadership behavior with job satisfaction, while in the ITB the most sig-
nificant relations are those linking the stressors with organizational stress and strain and with
performance measures.

These finding, suggest that different dynamics are present in each population: in the IMB
population, what seems to predominate, is the instrumental role of leadership processes in pro-
moting job satisfaction, whereas, in the ITB population it is the mediating role of stress and
strain and its effects on achievment that appears to be more salient.
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GENERAL DISCUSSION

initial hypothesis held that leadership behavior could be instrumental in buffering the stress-
-strain relationship and to produce effects on job satisfaction and performance levels.

Studies 1 to 4 contributed to test part of this model showing that specific leadership beha-
vior can actually atenuate the effects of stress on strain and thus increase the overall satisfac-
tion towards work and superiors. It remained, however, to examine the impact on performance
and that was one of the issues addressed in study 5.

The results obtained contribute to clarify the underlying pattern of variables under consi-

deraction (See also Table 4). o
We have seen that the results of the IMB study are not coincident with, the results of the

ITB study. In the IMB study supervisors provided support to their trainees, stress levels decreased
satisfaction became higher and performance lower. In the ITB study the opposite was verified:
Supervisors provided less support, stress levels increased, satisfaction became lower and per-
formance higher.

The possible antecedent conditions that may explain these different effects have to do with
the instructors’ behavior: in the IMB study they were less strict in following the instructions
given, during the sessions, by the experimenters. In the preparatory sessions the same content
was conveyed by the authors, to both groups of instructors but IMB supervisors did not apply
the recommended situational model, namely in what concerns the evalution of the maturity levels
of the subordinates.

The final results of the studies, although not planned in this way, are even more revealing
than if the experimental manipulation had been exactly folowed by both IMB and ITB instruc-
tors. Such as the results stand they may be interpreted as two levels of the independent varia-
ble, that is to say, as two levels of the supportive behavior of the supervisors, each one of
them leading to opposite effects in the intermediate and dependent variables.

Indeed, when support varies, the level o strain varies in the opposite direction. The greater
the support the less the strain and vise-versa. Then, performance and satisfaction are affected,
as a consequence low levels of stress are prone to increase satisfaction but to decrease the
performance level. High levels of stress may be required to enhance performance but they are
susceptible to decrease satisfaction.

The relashionship between performance and satisfaction - insatisfaction are frequently puzz-
ling in organizational studies, as nome of the two sets of variables are predictive of the other.
Many aspects of the organizational sething, as well as, person and interpersonal variables, e
have been called for without sucess, in order to explain divergent results.

Our studies strrongly to the point impotance of organizational stress and strain to explain
the organizational behavior output. From the statistical standpoint, strain, in the correlational
studies, absorved most of the explained variance. In addition, the quasi-experimental studies
provided substancial evidence that the managment of strain is the most dynamic intermidiate
variable.

In conclusion, we have detected, in the full set of studies reported here, a series of situa-
tions in which strain raises. They have to do with job requirements, organizational characteris-
ties, the leader and the colleagues behaviors and also with variables like salary and carreer

prospects.
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When strain increases by the combined action of such sources, satisfaction and perfor-
mance are affected. At first, both of them increase. In fact in situations characterized by a very
low level of stressors, people are insatisfied and thier performance is below the required stan-
dards. On the contrary, when strain becomes very high, both satisfaction and performanc . dete-
riorate. We have reasons to believe that satisfaction is the variable that, usually, decreasuvs in
the first place.

in the correlational studies we limite our search to find out the effects of stress on satis-
faction, and we determined that leaders are instrumental in reducing the stress levels when they
provided support to their followers. The same comes about when the support cames from the
colleagnes (or, for that matter, from any other person or persons).

Such findigs could be used to recomend that leaders should strive to reduce the stress
of the subordinates no matter the specific organizational constraints. But, when we examined
the relationship among stress levels, satisfaction and performance, in the longitudinal studies,
it became apparent that there may be a negative correlation between satisfaction and perfor-
mance. As a consequence, the leader has to find out how to manage the trade-off between
thcse two variables. It was, also, determined that leaders do that when they provide on thdey
withold support.

it becames apparent that the foliowers’ strian is a crucial intermediate variable which may
be managed by the leaders’ behavior in order to regulate the trade-off of the two output varia-

. bles, satisfaction and performance (Fig. 2).

ORGANIZATION . SATISFACTION

LEADER A
ORGANIZATIONAL (._) BEHAVIOR ) FO;?:;RS S <>

STRESS (SUPPORT) PERFORMANCE

FIG. 2
A MODEL OF DISCRICIONARY LEADERSHIP UNDERS STRESS

When the leader,is not effective in accomplishing the mediating function, the outcome is
an increase in organizational stress. The results of the leader’'s behavior in the follower's satis-
faction and performance, kind of backfire to the organizational level. As a consequence the lea:
der's behavior tends to be confounded with the formal organizational constraints (Fig. 3).
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FIG, 3
ALTERNATIVE MODEL OF FORMAL OR AUTHORITARIAN LEADERSHIP UNDER STRESS

The alternative configuration of the variables and of their relashionships, postulated in Fig.
3 is consonant with our findings in the studies with civilians and firemen. The leaders were
not effective, performance and satisfaction were both low and organizational stress was high.

Formal leadership and, most of all, authoritarian leadership are very different from discre-
tionary leadership. Indeed, in order to be discriminative leaders have to go beyond the formal
power endowed by the organizational specifications and to deal with each follower (or group
of followers) in a personal basis. Only then, leaders emerge as distinct figures from the organi-
zational background. Only then, leaders are envisaged, by the followers, as a source of perso-
nal power, orientation and support. Only then leaders may be credited with the capacity to correct
the organization excesses, contradictions and ambiguities.

Stress, as H. Selye (1983), repeatedly, stated «is a non-specific reaction of the organism
to any demand». The same demand may produce the reaction with diferenit degress of inten-
sity. That may depend in the sate of the organism at the moment but, it depends also on the
perception of the situation. We have foundout that leaders do change the followers perception
of the situation, but they are also part of the situation. As such, they may be perceived either,
as mere transmission belts of the organization, or, as persons that act by themselves inbet-
ween the organization and the followers. The lather perception is a pre-requisite to become
an discretionary leader.

In the first correlationed studies, with marines, we foond out that discretionary leadership
variables had strong interaction effects with the task characteristics and job attitudes, sugges-
ting that to have some discretion leaders have to act upon the organizational specified proce-
dures. In addition, leaders have to be considered as professionally competent to gain cedit among

their men.
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A similar pattern was found in the longitudinal studies. In all the studies with marines, it
was support that best explained, both statistically and substanoially, the strain of subordinates.

With firemen and in the manageriae setting the pattern of the interelationships was diffe-
rent from the above, as it were also the behavior, the competence, and the credit of the lea-
ders. Here support is less important than ressources, credibility and bureaucratic technical
expertise, and the greatest amount of the predictores variance is not absorded by strain but
by intention to leave the organization. Organizational stress is, thus, very high.

All in all, our results are favourable to the two alternative configurations depicted in figs.
3 and 5, and the model of leadership under stress, here advanced, is instrumental to explain
the trade-off between performance and satisfaction as outputs of organizational behavir. The
crucial role of strain as an intermidiary variable betwen the above ones an leader behavior is,
perhaps, the most inovative contibutin of the present studies.
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